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PREFACE 


The U.S. Navy has used an officer appraisal and selection 
system of some sort as a personnel management tool since the 
early 1800's. The first formal officer appraisal in the U.S. 
Navy was recorded in 1818. Since 1818 significant changes 
have taken place in the Navy which could have a bearing upon 
the effectiveness of the appraisal and selection system in use 
in the Navy today. 

Principal among the changes have been an advance in 
‘technology, the change from a "national" to an "international" 
Navy, the country has developed to a high level of economic 
and intellectual capability engaged in a major leadership 
role in world affairs, and a significant increase in the body 
of knowledge relating to human behavior, appraisal and selection 
techniques has transpired. 

Additionally, the Navy has developed into "big business"-- 
comprising some 670,000 officers and men--spending approximately 
$15 billion dollars annually. 

The mission of the United States Navy is to project sea- 
power as required by national policy to support the nation's 
national purpose and interest. The responsibility inherent 
in the Navy's mission would appear to make it mandatory that 
effective management procedures be employed in the Navy and 


that such procedures be improved as the dynamics of the time 
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allow. The naval officer appraisal and selectinn system is one 
of the basic management procedures in use in today's Navy. The 
system has “grown up" over a long period of time, 

The foregoing changes and facts appear to suggest the need 
to analyze the naval officer appraisal and selection system. 
Thus the purpose of this paper is to take a "critical Look" at 
the system=-f6rm its inception to the present time. This 
examination should provide the means to make "value judgment" 
as to the effectiveness of the system, 

To gather material for analysis of the officer appraisal 
and selection system this writer examined the instructions and 
regulations of the Navy Department which related to the system, 
interviewed civilian and military personnel in the Bureau of 
Naval Personnel who are assigned various responsibilities in 
connection with the administration of the system, made a 
statistical sampling of naval officer opinion as to the ef- 
fectiveness of the system, and read several books and articles 
in the field of appraisal. 

The reddings in the field of appraisal produced two 
fundamentally conflicting points of view as to the need of an 
appraisal system. One viewpoint establisned by writers in the 
field is that a formal personnel appraisal and selection system 
is needed in any enterprise to assure selection and promotion 
of those best qualified for jobs of increasing responsibility. 
Opposed to the point of view are those writers who maintain 
that an appraisal and selection system is unnecessary in today's 


environment. This fundamental issue is examined as it might 
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apply to the Navy. 

Chapter I--The development of the U.S. Navy is outlined. 
This chapter relates the purpose of the navy to the national 
purpose, and shows the influencing factors which bear upon the 
need and vurpose of an officer appraisal and selection system 
in the Navy. 

Chapter IIl--In this chapser the conflicting issue as to 
whether or not an appraisal and selection system is necessary 
is examined, The various purposes or uses which the Navy's 
officer appraisal and selection system mist serve are outlined, 
examined, and shown to influence the nature of the gystem and 
the procedures which can be effectively employed in the system. 
The scope of the appraisal problem is examined in some detail. 
It is shown that the scope of the problem acts as a constraint 
upon the system, 

Finally, the criteria and elements considered essential 
in an effective appraisal system are discussed. These criteria 
and elements provide the basis for evaluation of the effective- 
ness of the Navy's current officer appraisal and selection 
process. 

Chapter [II--This chapter provides an analysis of the 
Navy's officer appraisal and selection system. The historical 
development of the system is traced in the first part of this 
chapter. The fitness report form, the primary appraisal device 
in current use, is examined as it evolved from 1818 to the 
present time, 1965. 


The concluding section of the chapter is devoted to an 
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examination of the appraisal and seleckion system using the 
criteria and elements of an effective sgstem outlined in 
chapter II as a "guideline". 

Chapter IV--This chapter compares the officer appraisal 
reports currently in use in the U.S. Navy and U.S. Army. 

Chapter V--This chapter provides an analysis of an opinion 
survey. The survey was made by means of a written questionaire 
which was mailed to a sample group of active duty naval officers. 
The purpose of the survey was to determine the effectiveness 
of the officer appraisal system as perceived by those most 
affected by the system--the naval officer. 

Chapter VI--The condluding chapter summarizes the major 
points discussed in the thesis and arrives at several conclusions, 
including weaknessess in the system which were revealed by the 


study of the system. 
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Following the Revolutionary War, complete naval disarmament 
Mes achieved by 1/85. On 27 March 1794 Congress passed an 
act authorizing the founding of the present day navy. 

le was not until 1797 that America again acquired naval 
ships. Ships were procured in that year to counter the piracy 
Of the Barbary Powers--then freely capturing American vessels 
ox commerce whicn were operating in the Mediterranean sea. 
The following year Congress authorized the President to build, 
purchase, or hire 12 vessels not to exceed 22 guns, and created 
the Department of the Navy.? This action marked the beginning 
Of the present United States Navy. 

the vburpose of the navy during these early years was 
consistent with the national purpose--security of the country 
and protection of its resources. Little interest was shown 
Bor “international affairs". The navy of that time was small, 
yet it was during that stage that the first appearance to 
formal naval officer appraisal was seen. By 1865 the first 
ritness report forms were indicated in Navy Regulations. 
Brcicle 296 of the regulations indicated that three froms wore 
to be used--Forms 25, 26 and 27 (see appendix C for a re- 


production of these forms.) A later examination of the factors 


Biriricer of that time. 


he Second Stage--The second stage of development extends 





Sibid, p. 394 
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meom about 1890 to 1945. This time period is one in which the 
United States began to play a role as a world power--progressing 
Mesitvetingiy toward understanding its position in the world. 
Beeat strides were made in building up a strong resource and 
industrial base, Thus two major influences were exerted upon 
the navy--technological developments and the initial ventures 
of the country into the international arena. Recognition of 
these impacts upon the navy had already been recognized by 
tne Secretary of the Navy wno sent a letter to the Chairman, 
Committee on Naval Affairs on 11 February 1885. This letter 
contained the preposal for establishment of the United States 
eval War College, and cited as a need for establishment of 
Such a college the following: 

The constant changes in the art of warfare imposed by 

the introduction of armored ships, swift cruisers, 

rams, sea-soing torpedo boats and highpower guns, to- 

gzetner with the more rigid methods of treating the 

various subjects belonging to naval science render 

imperative the establishment of a school where our 

officers may be enabled to...? 


in the scant years since the Secretary's letter several 


eevelopments have had a pronounced influence upon the con- 


Dlexion and scope of naval operations--and thus upon the 
functions of the naval officer. 

Technical developments such as the introduction of the 
First modern battleship (1890), the first submarine (1900), 


the aircraft as an element of naval power (1911), and nuclear 





? Congressional Record, 48th Congress, 2d. Session 
11 February 1885. 
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2 
weapons (1945) exerted an influence upon the Navy's functions. 
ments, therefore, made necessary an 


addition to the naval officer's duties--they required increased 


During this time period the Navy engaged in two major 
wars. This brought about the need to expand the size of the 
Navy considerably. By the beginning of World War I in 1917, 
the U.S. Navy had a strength of 4,376 officers and 69,650 men. 
Durins that war the navy expanded, and by November 11, 1918 
contained 34,292 officers and 503,742 men. In 1940 just prior 
to World War If the navy was manning 1,899 shins with a total 
of 203,127 officers and men. World War II saw America with 
the mightiest fleet ever to sail the seas, by 1945 the navy 
Beesistedc of 6/,952 ships and 4,031,09/ officers and me on, 10 

These wars and the expansion of the navy influenced the 
maval orficer in several ways. Officers were required to 
managc an organization composed of Large numbers of men. The 
navy employed large amounts of materials at a significant 

Meecraztture or public funds. World War Ll demonstrated the 


P 


Beed Lor complex joint and allied military actions--this gave 


) 


erse to a permanent U.S. Chiefs of Staff organization. Thi 
joint nature of modern military warfare levied a@ requirement 


udonm tne navy that it's officers be skilled in joint and com- 





Figures, dates and events in this section are taken 
Pee ee eegec Of Naval Facts", U.S. Naval Institute, 
fonapolis, Maryland, 1964. 
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10 
The major influencing forces of this time period indicate 
Bemet an effective officer appraisal and selection system would 
be one that would enable naval managemant to identify officers 
posséused with technical, human relations, management (material, 
Bemencial, and organizational), professional and staff abilities 


ia knowilcd 


ihe Pinal Stage--The final stage begins following the close 


me world War Ii in 1945, it is characterized by Reitzel, Kaplan, 


gna Cobenz as follows: "The final and unfinished stage is that 
es woich the United States is acting as a major world power 
miose decisions fundamentally affect the whole structure of 
contemporary international relations",!! 
his period has perhaps exerted the most profound influence 
Upon naval organization. A major reorganization of the military 
Bepartinents took place in 194/7. The National Security Act of 
11927 reorganized the separate departments of the army and navy 
2nto units of a single Department of Defense. It also created 
wehe Department of the Air Force. The Reorganization Act of 
y 1958 created the Unified Commands--commands consisting of army, 
Meevy, and air force components operating directly under the Joint 
Chicts of Staffs. This made permanent the need for officers 
mecehiy skilied in serformance in joint steff duties 

BecoOsdty, Gurins this period the United States entered 
zmco a network of mutual security alliances. In 1949 the North 


Atlantic Treaty Organization (NATO) was created in which the 





mewe2el Ct 44. OD. cit. p. 12 
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UsS. aligned with fourteen nations in @ mutual security alliance, 


By 1954 the United States had become allied with ove 


ty 
th 
oO 
rf 
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metions in various security alliances. These included alliances 
with twenty American nations in the Organization of American 
tetes; members in two multilateral arrangements in the Pacific, 
end bilateral treaties with Japan, the Philippines, and the 

blic of China,12 

nis geve rise to a new and profound aspect of the navy's 


rote ana mission. These treaty arrangements created the need 


the case of NATO an entire allied command structure was created. 
ine Pacific counterpart of NATO, the Southeast Asia Collective 
Defense Treaty (The Manila Pact), aligns the United States with 
Beyen countries in a mutual security pact. The Military 
Acvisors Group of the Southeast Asia Organization is composed 

6f a high ranking officer from each member nation. The United 
states representative is a naval officer, tne Commander-in-Chnief, 
Pacific, Additionally, each nation provides military planners 
trom all their militery services. Each of the various security 
eliieances create the need for similar planning organizations. 
Thus, the nation's mutual security policies have dictated the 
meed tor navel officers to be skiilied and knowledgeable in 


BpLannNins and conducting operations with members of many foreign 


mations. This new dimension in the naval officers duties requires 





Security Organization and Alliance discussion taken in 
S2c eee2om National and International Security Organization 
UsS. Waval War College, Newport, R.f., 1962 
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Sr epo.ei@@l and selection system which can enable management 


to identity those officers who possess the necessary knowled 


ee &kiiio to dest perform duties in this delicate and crucial 


technology during this period continued to have its impact 
Bon the navel officer's qualifications. The first nuclear- 


pewered Submarine, U.S.S. Nautilus, was commissioned on 30 


9 


@ptember 1954 at a cost of $29,000,000, The first Guided Missle 


CF 


Susser, U.S.S. Boston was commissioned 1 November 1955. By 

Mey of 1961 Commander Allan B. Shepard, U.S. Navy was the first 
Bm@cican in space. Technology has brought improved and sophisti- 
Geted wespons systems--also complexity and high cost. Both of 
ché toregoins problems edd to the professional qualificetions 

a 


required of the naval officer of today's navy. Technology has 


@élities" in the officer corps. 


2) 


Mietemin page 13 graphically depicts the size and struccice 


C 


e ® 7} ; - to 2 tne (~ on 
Me the nevy as it cxists today.+- Lt will be neocecRias =e 
Beletively stable structure and strength of forces now cxists. 


0 


'S) 


Of the 667,000 active duty military personnel shown as of 
June i964, 75,400 were officers. 

Poproxamately S52 percent of the officer strengtn comprises 
Pde Unrestricted line, limited duty line, and warrant officer 


Ce@ceSgories, The nature of the specialty problem is illustrated 





Navy, Office or che Comptroller. Budget Dicest, 
, NAVEXOS B-1355, p.l 
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14 
the "Coombs Board", a study board headed by Rear Admiral 
Meecer V¥. Coombs, Jr., USN, Assistant Chief of Naval Operations 
Bee Menpower. ‘The board spent four months studying billet re- 
Meeocments im the naval officer corps, The board exemined re- 
Beerements for billets in specialty areas and the size of each 
meeciaity group; which billets should be filled by officors 


Meving sraduate Level education, including doctorates, and, in 


ct 


Meecase Of unrestricted line billets, the number of officers 
Megoiced to fill these jobs, and which billets in sub-specialty 
reas were required to be filled by people with bachelors! 
desrees or equivient experience. The board considered nine 


Speciality and fourteen sub-specialty areas as follows: 


a. Specialities: 
(1) Eneineering duty 
(2) Weapons Engineering duty 
(3) Meterology 
(2 peryorolocy 
oy be 
(6) iIntellisence 
(7) Public Information 
(8) Supply Corps 
(9) Civil Engineer Corps 
pie Sub-specialities: 
Beep ae aneerinag 
Weepons Engineering 
Environmental Science 


Cryptology 

intelligence 

Pup aTe Information 

Politico-military Strategic Planning 
Pececial Support Manasement 
Personnel Administration 

Financial Management es 

Communications 

Computer Systems Management 
Operations Analysis 


Science 14 
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7y comparison with the $100,000 voted for ships by Congress 
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16, illustrates the current financial 
Beoee Of the navy. The table depicts the new obligational 
Meenckity provided for financing the operation cf the Denartnent 


Meche Wavy for FY 1965. 





Ase che nation has grown from a small country primarily 
Beaecatca to 2 national interest which might be described as 
Beconcapt of "fortress America" to a nation par icipant in 
@ueea 2ifairs, so has the U.S. Navy grown in size and scope. 

Me mavy 2s nas bcen shown has grown frem a simple sailing fleet 
Becateda by an appropriation of $100,000 to a navy composed of 

@o/,C00 officers and men manning complex weapons systems and 

Bepported by just under $15,000,000,000 in annual apvorcopriations. 

Boincicent with this growth the officer corps has hed impose 

Meon it acditional functions in many diverse specialized areas 

Be cndcavor. The navy has become an "International Navy" 

Mee tcies in a complex world. To assure that the officers best 


Meee. 2Cca ©O man che navy have been selectod and promoted to 
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I 


Baesncr crank and assisned to the responsible jobs, the na 1as 


meesOrccted to the use of an officer appraisal system--the r 
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bussd in the system as has been shown to have been changed 50 
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(1) a tremendous growth in physical, technical, political, 
and financial size and statue of the navy. 

(2) a redefined national interest--from a "fortress 
mmerice’" to a nation participant in world affairs. 

Each of the foregoing factors certainly could have a 
Beshificant impact upon the purpose, scope, and attending 
effectiveness of the officer evaluation system employed in the 
Navy today. in such an evaluation of the appraisal system the 
following fundamental questions appear germane to the analysis: 

mio ts there a2 need for an appraisal system? 

(2) What are the criteria for an effective system? 

(3) What are the purposes that the system must serve? 

(4) What is the scope of the appraisal problem? 

(5) Does the system serve the purposes and scope; if 
mot, wnat changes are required? 

A critical examaination of the foregoing questions will 
provide means for evaluating the effectiveness of the current 
appraisal system in use in the U.S. Navy. The examination of 
the aforementioned issues in suceeding chapters will assist in 
providing an answer to the question: “Does the officer personnel 
appraisal system employed in the U.S. Navy provide effective means 
Of evaluating and selecting those officers best qualified to fill 
Dillets of command responsibilities encompassing duties which 
require management of men, money, and materials in both a national 
and international ‘technical navy' in support of the United States!’ 


hational purpose and interest?" 
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18 
II will examine the need for an appraisal systen, 
for an effective system, and the purpose and 


appraisal system. 
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CHAPTER IT 


NEED, PURPOSE, SCOPE, AND CRITERIA 
OF AN APPRAISAL SYSTEM 


Seed, Purpose, and Scope, 


The Need. Is there a need for an officer appraisal system 
in today's navy? The readings in the field of appraisal produce 
two points of view as to the need for an appraisal system. Some 
writers contend that ea formal personnel appraisal system is 
hecessary in order to have an effective organization. In contrast 
to the foregoing view, others maintain that an appraisal system 
is not necessary in today's environment and further they contend 
that man should not be placed in a position which requires him 
to judge another person. They believe that it is neither ethical 
mor can such value judgement be scientifically and accurately made. 

An essential element to be considered in the resolution of 
this fundamental issue is the point that all organizations exist 
to achieve an objective and that procedures would, therefore, be 
employed which will allow that organization to best achieve its 
objective. To accomplish its mission the navy must identify those 
officers who are best qualified to perform the mirad of duties 
required of the naval officer's profession. 

Charles A, Beard, however, explains the need for such value 


gudgments quite lucidly as follows: 
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Geeeeons, personal moral and conduct stanuards,. 


M2@ civilian input must meet the following requiremontc:. 
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Weeeeaie citized nf the United States, (Z) Baccalaureate 
seree from an accredited college or university, and (3) Physical 
fuelifications, including age limitations.1! 

Inputs into the naval academy (including personnel from 


Meenlisted ranks of the navy) and those enlisted personnel 


M@eecs into other pérgrams leading to a commissio 
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wees MeVy, Must meet similar minimum qualifications. 
Menimium qualifications are also used as a control device 


Meertrence into specific programs within the naval officer 


— . 


(mes Structure. For example, Bureau of Naval Personnel 


oF 


Meeeuction 1520.85A sets the minimum qualifications for officer 





Ipecticer candidates to enter the training program leading to 


M@tenation as a Naval Aviation Observer. Among other require- 


Mee, the instruction specifies,"possess a bachelor's degree 
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on re ree ee ot eee 


feeeeevalent, from an accredited college or university". : 


in all cases candidates for a program leading to a commission 
Meerc evel officer corps must receive favorable character 
Peeeerecndactions from responsible individuals, | 
mus, the selection system currently in use in the navy, 


AY 


MpECys 2 porgram of minimum qualifications @s an essential olement. 
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LSsued 
Yee COifticer Candidate Dchool, Newport, R.I. Washington, D.C: 
OYVOenment Printing Office, 1963. p. 24, 
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Meee -- Several types of tests are used in the navel orfic#r 
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Mmeisacl and selection system. ests are used to determine 


Petpueray LOr entrance into the officer corps end for 
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@lecticn to various special programs within the officer corps 
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@Meucture, Tests nave not, however, besn used to determine 
mec. 1On £or promotion in rank within the navy. 


Perhaps logically the first test to consider is the “Officer 


Meecion test", This test is administered to candidates 
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Mee cCOMmmission. The officer qualification test is a ninety- 


Meuce generel intelligence test which partially determines 
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tt 


A new test was added in January, 1965. Beginning in 
@uacy 1955 a standardized Department of Defense test is 
Meee ccered to each entrant. This test is called the “Defense 
Beacer Record Examination", It is a general mental aptitude 
mec. ‘ihe results of this test will be used to determine now 
Ow. commissioned officers compare with college gracuates as 
“Role and how officers who stay beyond obligated service con- 


ra 


Mec With those who don't. Navy Times, in an article titled 





Mee imcoming Officers Getting New DOD Test" stated that the 
Meets OL the test will not, as the defense directive says, 


Be socd as a technique for the selection of officer gt 1s 
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Mecte-> trom W.S. Belvin, LTJG, USNR, Naval Recruiting 
ae: » U.Ss Navy Recruiting Station, oe) Se we mn 
Meeateton, D.C., February 18, 1965. 


Navy Times, February 24, 1965, p. l. 
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meemere £150 used within the offi aporaisal and 
mee SySctem in the navy to screen officers for spvccial 
Mees. FOr example, an échievement and aptitude test iz 


Other selection areas, such as in 
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es welt as ethical 


viewpoint. 
fe tests nave not been used in the navy as 
Peecti 


m of officers for promotion. Prior 


cations after select 





selection for 


AQT) is 


m. Bureau of 


corps is the selection for promotion in rank. As wil 


fon must be applied to those eligible makes 


me (achievement tests) were used to establish basi 


sts designed to 


establish basic entrance qualifications and selection 
Pe Avietion Ebectronics Officer's Course, This is @ ten 
Course of instruction given at the Naval Air Technical 


Naval Aviation 


minimum score of three ts 
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ary to select between 15,000 and 18,000 
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to World War (1, 
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ossessed by the officer vefore advancing him to the next higher 






) Similar qualifying tests were also used in the navy in 1949 
md 1950. The test used in 1949 was limited in scope. This 


‘est examined the officer in executive management and adminis- 
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‘rative subject areas. The test in 1950 was a three-day exami- 
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lation which included the foregoing area covered in 1949; and, | 


dditionally, technical and professional subject areas. These _/ 
ests were discontinued after 1950. For a period of time after 
950, promotion was based upon selection of the officer upon 

is fitness report record and his basic professional and 

echnical qualifications established either through duties per- 


ormed, courses of education received at the various service 


chools and colleges, or by his studies through correspondence 


Omrses. 
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| By the end of the decade, the navy shifted to selection by 





itness report record. The fitness report record is supple- 


tented for selection purposes by a record of duties and studies | 
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hich the officer under consideration has performed. | 
The navy has not used the various versonality and interest 
‘ests Within its appraisal and selection program. The fitness | 
]@port form currently in use, however, measures several personal 
Meits and characteristics--by the reporting senior rather than 
y the individual himself as is the case in the personality and 
mterest survey type tests. 


From the foregoing discussion it is seen that general in- 


élligence tests, general and specific aptitude tests, and 
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Bpoeccs to meet the criteria or an effective system~--use 
BoSssibie and applicable technicues in combination t 


an effective selection program. An exception might be 
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Aviation Electronics Officer's Course. Such tests, 
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mee, have been in use for 2 considerable pericd of time 
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@liaoility~-such validity and reliability having been 
miencd by correlation of the success or failure of candi- 
With tests results. 


BSuserviiscory Apvraisal and Interview--The interview as aN 


Meee csn. it is used in @ more direct nammer for selection 


meOm Into the various programs available to the enlisted 
em@t wiich lead to a commission. 


Bureau of Naval Personnel Iristruction 1611.12 which details 


Bevprocecures for preparation and submission of the fitness 
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t on each officer in the navy provides the basis for an 


Beerect interview p 
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Mat is expected that reporting seniors will exert positive 


e> 
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havy's © Spee Don the written superviscry apprateal form--che 
MueecePort--as its primary epprccisal and selection technicue 
| 
2 id concept. 
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eeseeee eee? SATIS foom a group of five standard ratings, 
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Peeeieiw@rs So indorsers to supplement the mmerical 
ee Wern Biel cescriptive comment’ of thoir own, 
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Mept claim it makes for a more objective evaluation.’ it 










Mera appear, however, that if a reporting senior is not fully 
mec, Ol the proper weight of the various variables, then his 
buation of the weights will be as he views them--certainly 
@eeble standards must prevail under such a concept 
@ae grading scale used by the axmy in its Offcer Efficiency 
Mert aliows for a finer discrimination in the assignment of 


oO 
oO 


Me ratings. Section VI, for example, aliows for a wide range 
mepumecical grading. The rating of variables is separated into 
Btinct categories. The various categories are accorded 
ifferent "weights". Significant distinctions are explained 

the following quote: 


The 6 adjectival ratings in the left-hand column of 
part VI are defined for efficiency reporting use in 
AR 623-105. These adjectives are not exactly matched. 
With those used in the corresponding steps of part IV. 
The intentional variance emphasizes the distinction 
between the subjective evaluations of personal qualities 
contained in part iV and the objective assessment of 
demonstrated performance that is the major element of 
Bart VI. 

SRPEMURIM Ce Telcliecllelclo 6s 66 wpe see hee Re ee ewe es ec ewerwews reece 
The division of part VI into the two sections headed 

(1) Overall Demonstrated Performance and (2) Estimated 
Potential is significant. It is a reminder that the 
main purpose of the report is to evlauate demonstrated 
me perrormance during the rated period. This is emphasized 
m® by the relatively higher scoring weight given to the 
ratings under demonstrated performance, compared to the 
™ ratings under estimated potential.4 





Becrviews with civilian and military personnel in the Bu 
es Naval Personnel who were concerned with using the fitne 
sports for administrative action or in various phases of 
manistration and selection and detailing process of naval 
Micers, October, 1964, 





 4Department of the Army Pamphelt 355-25, op. cit., p. 10. 
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@ne navy's appraisal form combines demonstrated perfor *acn 
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Mrnistrative and Management Ability should not only ref! 
meee ved performance in this area but also snould take into 
Meount the reporting senior's estimation of the officer's 
ential for further development in this area? A 
SB evaluate two distinct areas such as the foregoing 
ear tO provide a valid measure of elther variable, nor does 
@ppear that 2 composite srade would provide a valid measure 


the two veriables, 
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SURVEY OF OPINIONS OF THE NAVAL OFFICER 
PieteeS REPORT ARID SELECTION SYSTEM 






Mandell and Greenberg, in discussing selection of suvervisors 


Meee CiVil Service, proposed three general criterio 


ne 


é 


>- 


Meche effectiveness of any supervisory selection prosram. 
Sach criteria, they listed several questions--they assert 


@ t2vorable answer to all of the questions must be the goal 


+ 


ewer to several of the questions can only be obtained by 
Citing a value judgment from those affected by the system-- 
Map Of naval officers. This chapter contains the resuits 
BUrvey of opinion on the effectiveness of the naval officer 
Meee cOOr. and seéiection system, The survey was conducted 
PeOviding a questionaire to a sample group of naval officers 


Betive duty. Ther 


0 


plies obtained from them are tabulated 
Mis chapter and are designed to provide an answer to the 


Blowing applicable question posed by Mendell and Greenberg 


ro) 
ue St Criterion is, of course, the quality of those 
Bemected, Are tne pest in the area of competition coming 
Meeeon top? What is the quality of those selected? Then 
meme cic administrative criteria. Is management accepting 


tie program? Are there unreasonable delays? Are the 
Program costs less Been the values received? Are the bes 
employees competing I@ (the program providing an in- 


Seative to eres employees to do & petter job? 
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ee 
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ema liy end equelly impor®iit ece tee human relation: 
meeeerie, Do the emoicvews fumsl thec the plan gives 
Mug CSL Chance Of ecctithne Weed? Do they like the 
Bupervisors produced vy the plan?i 


Meet cSpondents wembe ~equeswtec to rate various veriables 
moto 4 nwterical scale anc to fill in answeres to corcail 
Mees. ihe zero rating impliec no value, the remainiag 
Mer cratine was used to reduce the results of the survey 
Meeer cent rating. This ccncersion wes considered to pro- 
= amore ecasily used measure. 


Mie conversion of the results was performed as illustrated 
the following example: 

WeLlghted 
Becii: oO: Item x Number Rating Item =Total 








O 0 0 
: A a 
2 & 16 
3 ie 6 
Ls A 16 

Lotais 14 AZ 


gen: 42 e.0 


Oo 


X 10 


O 
Ponally, then: xX = 75%; or rating of /5% Effectiveness. 
Analysis of the Survev--The following is a tabulation 
analysis of the results of the "Survey of Opinions on 
Naval Officers Fitness Report and Selection System"; 
Respondents, personal data: 


Memeieoizn CAPT, / to 22 years of commissioned service. 
Peewee Nwavy, line and statf corps officers. 


#@itness report writing experience of respondents: 
Dept. Hd.--6/7, XO--13, Reporting Senior--20, None--/ 


mee ine rated effectiveness of any formel training received 
by the respondents to assist them in writing fitness reports: 


1S 


IMandell and Greenpere. OD, Cit. ~per 45. 
















Megority of the officers BYU ceceived no formel 
Memenes In appraisei <cheor 2 


iQ 


e* - ywor if@e€ruction in Writing 
eeeress reports. tnis "Se corsiaured by them to be 2 


Memon weekness of the svctom, 


meorme! treirins consisted cf reading BUPERS INSTRUCTION 
011.12 and briefing by renortinz seniors. 

GSuld we nave an effective officer ccros without the use 
Meeomess report systen?~-NO, 


Beard the army system of sultisle supervisor retings 
provide: 


eee wOb jective and Ecir *v@luetion: 28 Yes, 7/2 Ne 


the navy: 36 Yes, 64 No 
atv reporting senicr shown you 
Bee@enSes report: 64 Yes, 36 No 


Mieyet, your reactions: Adverse--6 
moceweted to Imorove--55, No Neection--22, Pleased--22 


Mrowebs the fitness report be shown to the 
officer reported on: 


Peetonal! 50, Yes 28, We 22 


Pecctors considered important in selecting officers for 
assignment to billets forei Len ney (allived starts). 
MOint Staffs, and RE maaa: 

Professional knowledge 78 Human skills 21 
Menesement skills 36 Motivation oN 
Judgment Se) Leadorship 20 
BersoOnal traits 35 initiative ge) 
Performance 20 Character 14 
Language Abilities ZS Tact 14 
Experience 28 Adaptability 14 


Statf abilities 28 





ee ES 


















MumeeO. Owing factors Were féenstted with a freauency of 
mo, or bess: 


Integrity Lye -tise Boree 
Reliability —§e@ofty Loyalty 
Imagination Coop®ration Combat potential 


:) 


t 
triy 
ry 
(pb 


PU Factors were reported with ney of 10% or less: 


Force COOpeGac ren 

Bapacity Cnaracter 

Creative Thinking Loyalty 

Human Skills Technical Skills 
NG2QESni ti Ey 


Responsibility 
Mme Crtfectiveness of the fitness report for uses: 


MeeemOL PON SELECTION... owes voroneeee DO 
MG APSIENMCIES.. cc rere ee ceveeceves sO) 
MmmmeeOOL SCIlECTION.. cece ores eee vbvesss/O 
MOMMA SLO CTION, . ccc cee tice ctoees oI 
MummrOtivetion, better performances... /D 
Meee moOorcance of the follovvins factors: 

mo fF e-sonal NE . Nidan So as SOO 
ee met) CO Metion SkLILLB. weer cc eeveee /O 
fe fechnical ee Pe OWS esc hoe? 
Meet POCENtCIal.. cer eee svete cb a FD 
Meee Or@ssi0nal qualifications... .e.+629d 
MEPIS SEMEN SDL LICLSS. .. eee csceesees Or 
Mem ntsical endurance and health......00 
P11 1CS eh ete eee hoo esvewes 0? 


Bae validity of the fitness report system as a tool for 
selection uses for promotion of officers: 
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The importence of the following sections of the fitness 
Feport for selection uses: 


a. Section 14, Performance of duties....9/ 
Bee Section 20, Leadership(traits........8V 
es Section aA Commen Wes. shen leew! 


a 
6g 


The effectiveness of using: 


Mumeene same form for all officers....../l 
Be Separate forms for line, staff 

| specialty Ge COL S grsreic o wel it latches coo 
| Seeeseparate forms by rank, one for 

CAPT and below, one for flag....../l 





een a 











mer Selection board usc, cleres trodcuce an office 
record summary, the factor. ere “veighted" and scores 
calculated: 


Mm would knowine the "tvaichts! be oZ value to 
SCT 1OUS . i. wee devs tg crete cmeburiol 
muro vale to the officer revorted on.cccccccececltt: 
fe SUrsens should use electronic data 
mee eeeae, CO prepese such records. . th oreseele 
Bee Cirectiveness of BUPEAS INSTRUCTION 
Met .i2 Ss amy aid to report prenaration...cels'mesee. DO 


Mme @rrectiveness of the foreccad ci 
Meabe 3% section 15 as a meanB o7 eetting 
Me Me IN TNS CATINSS.. 1c be une cee ce esec es eee GU 


Mee sageiuacy of informaticn geserally 

Meee eeele tc officers on tno merner in which 

Mecthess reports are used for the various 

Meetem@menent end woelectiom Wees....uscocectecccsevecces O 


mow well do you believe the fitness report 
Pec m provides a2 am chance ox 
eee anea TE Tas oho 6 oy. Ged ov O20 Lee wba 2 Beeeebaie eect eee 


2G system selects those best 
Bielisie ed ig @ hag pr I OTAO 2 UO" ie. c és WE) es 6c: Sew eS Tele ts tent es 


Observations--An examination cf the results of the survey 
eecates several observations which provide “value judgments" 
BO the effectiveness of the navy's officer appraisal and 
Bection system as perceived by those most affected by the 
Mem, tne naval officers. The sisnificant observations to 
made from the responses of the officers are as follows: 
a. 100% of the respondents considered a systematic appraisal 
Selection system necessery in order to have an effective 
Bicer corps. 
b. The system is considered highly effective in selecting 
ficers for promotion and command selection (90%), and some- 
mt less effective in selection of officers for duty assignment 


5%) and school Se ole nments (765%). 
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[ie stG most important rated factor is considered to be 





Beormance of duties"--the effectiveness of the system to 


ee this ractor was rated highly effective, 97%. 


Meee. SCL20uUS deficiency is cor.sidered to exist in two 


( 


Beaecrstanding of the clements and criteria of measurement 


ae 
4) 





Naval officers gencrally lac ) equate knowledge 


am the system, and (b) lack formal education in appraisal 
selection theory and procedures. 

Meco. Of the officers considered electronic data 
Beeessins could be effectively employed to improve officer 
Draisal and selection. 

&. the factors which are rated on the current fitness 
report correlates hi wee wilco Chose COnSlaered IMpemeane 
selection uses by bie res ocnadcents. 


mh. xuman relation skills (/6%) are considered significantly 


meee important than personal traits (58%). 








See CT IVENESS OF THE APPRAISAL A®9O SELECTION SYSTEM 
SU! SL. COAOLUSIGNS 


1 


mecem@a!--This paper hes examinea the officer appraisal and 


MeeetO: System as it developed anc as it currently is used 
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1 system is used 
Meeect aval officers for sremotion and assignment to various 
OS@S Suc as command, postegraduate and 


ees. ece education, continuction on active duty, and 











Bremication of xeserve Officers into the Resular Navy. 


ry 


Mee examination has revcaled ¢gisnificant changes which 
Mecwred since the inception of the first recorded appraisal 
Meval ozficers in the navy. Sisnificant environmental changes 
We taken place--a great advance in technology, a change from 
Sietional" to an “international” navy, the country has de- 
Mtoped to a high level of economic :1¢ intellectual capability, 
a tremendous increase in the body of knowledge relating to 
Denavior and appraisal techniques. 

The foregoing changes have exerted a significant impact 
pon the navy--the basic duties and functions required of the 
Secicer have magnified. Initially, the naval officer's 


wes rather simple--he was concerned with manning an 


Boitins sailing ships equipped with relatively simple wecpons 


A 





Mecems. Today the scope of the job entails officering a navy 


54 








5 












Beising some 670,000 personnel--soending approximately $15 
meon dollars annually. The navel cfficer's duties include 


formance in billets requirince 4 h: 


se tec f Meeeree of “eechnicale 
mental, management, and hunsn relations competence. Officers 
Meeperlrorm effectively in U.S. Nevy billets, and also in jorme 
combined staffs--staffs where the officer is required to 

tl effectively with members of the other branches of the U.S. 
Partment of Defense and with membcrs of foreign armed services. 
Five questions were prooosed in cnavter I which appeared 
SMane to an analysis of the effectiveness of the navy's 

ficer appraisal and selection system. A summary of the 


Meewers to the five questions woul 


fl. 


therefore appear the most 
Meerr tate means for concluding the analysis of the system. 

(1) is there a need for =n aorrvrisal system? 

pystematic appraisal and selection system is considered 
BeesSSsary in order to have an effective officer corps--the nature 


eae dutics required of the naval officer appears to demand it. 


Mat a formal selection program would be required to select those 
eSt gqualitied for assignment to duties of increasing respo 
lity. This position appears to be supperted by the respondents 
, the survey--100 per cent replied that a formal appraisal and 
selection system was considered necessary to have an effective 

Br icer GOrps. 

M2 MMet are the criteria for an effective system? 


me might easily decide that an appraisal system is necessary-- 


me can not as easily decide if the one in use is most effective. 
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Meeecctiveness can only be Cotermbniid by "value judgments". 


Meee eer Das attempted to nake his velue judgements as objective 
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Meeclbic DY e¥amining Zhe system, in toto, against the 


Ments 2na criteria considered most use 


ful for measuring 
ectiveness, The various elements of an effective appraisal 
Meeec-10N System appeared to be used in proper balance in 
Mey s Officer appraisal and selection system. While each 
Meee tOuUS elements And techniques, in toto, would appear 
meovide 4 belanced systen, weeknessess appear apparent in 


Memo scgmoents of the procram. These weaknessess will be 


Merced under the last questicn to de considered in this chapter. 
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( vaee arc mec the system must Serve? 
Meo-om mest be able to medsure and record those factors 
Bo Wnick may be judged the excellence of individual officer 
seOrmence. Accordingly those officers may then be identified 
Bare "best qualified" for: (1) entrance into the officer 
memes, (2) assignment to duties, (3) promotion, (4) special 
Meation and tré€ining, such as post-graduate and service college 
meation; or in simple terms, "the Leaders of tomorrow". 
(4) What is the scove of the avpraisal problem? 

Be scope of the appraisal and selection problem in today's navy 

Bt fantastic magnitude. As will be recalled only 4,3/6 officers 
Me in the navy at the beginning of Worid War I--today it is 


Bcessary to select between 15,000 and 18,000 officers for pro- 


Btion each year, and screen some 14,000 to 17,000 records to 


Meect Officers for post-graduate and EViCS 6O] bere (educate 
Mec illustrates, naturally, only a part of the selection problem. 
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sheer mésnitude of the sLoblem wmscoces practical restraints 
eee PLOCedirss which c@h me weed, 


me) Does the systen serv: the purvose and scope: 15 NOE, 
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What chanses arc reduirced 
me is an old adage--"One cannot argue with success", The 


fee0ing cliche might be uscd as an argument in defense of an 


Momative answer to the question under consideration--such 
Bee would, however, servc to substantiate the point of 
Meae “we should maintain the status quo because the navy 


mee e000 jOo 2nd we @re selectins officers for the various 
Meee “Seer seted carlicr’'. Thus, it is contended that it 


mat & ereditable appraisal 
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Betecuion job is being done rhe question is therefore: 
Mecneancses can be considered which will improve the effective- 
Bs Of the system?" 

The problem of selecting candidates for entrance into the 
Mercer corps appears to meet the essential criteria outlined 
Beeiter chapters. The method of selecting entrants, as will 
recalled, is based upon three basic elements: (1) minimum 
Mialitications, (2) written intellisence and aptitude tests, 

(3) meral and conduct stendards of the individual. 

The selection of officers for the other major administrative 
lurposes is determined by an evaluation of the officer's complete 
Meord., ithe primacy instrument used in his selection is his 
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The o 


rh 


s responding to the opinion 
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itness report record. Rhos pe 
Meee ye incicated that they considered the system to be effective. 


Mis thesis, while generally supporting the same point of view, 
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Seems oot tein weaknos&ms ih The system, The final 









Meee Of THis chapter will »croviaga - summary of the weale- 
Ee aystem,. 
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Bee <eessess=-~The weeknoassess 5c 
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Peaisal and selection system will be discussed under three 
Meee «6(1) 6Practicality, (2) ‘esting, and (3) Objectivity 
Paproved Keports. 

(1) Practicalitv. ‘he volums of fitness reports which 


De summarized and considered by sclection boards indicates 
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mea tO employ electronic data processins equipment in the 
Bieer a2porcaisal and sclection proces&. the Officér Summary 
Meee -. DE Cacily, quickly, accurctely, and efficiently 
Meee OY electronic dat@ erocessins means. 


Bo@ use of electronic cata processing equipment in the 


ct 


MeeetLOs? Drocess would improve the system--it would allow the 


Bet02 board members sufficient time: 

&. to better determine the desired criteria of measurc- 
Por selection, and 
Db. tor careful study and deliberation of those cases 
Mec f£ali into the "zone of closeness", 
It appears that the major portion cf all officer selections 
san de fairly and accurately performed by electronic data 
meecescsing means. <A correlation of the actual selections to 


@ grade of Licutenant and Lieutenant Commander for this past 


Mescal year (table 4, page 25) with selection by electronic 


€ata processing means might prove enlightening and ver 








Beeson Procésses is relatively new. Knowledge in the fieie 









Bstins has been growing at @ rapid pace. The increased 
Or testing by the navy in recent yoars for selection and 
Meee? purposes has been doirted out in this paper. It is 


meeered, however, that a more deliberate program of testing 
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Mepe wndertaken. A deliberate study program of testing 
meeeestlt in an improved officer eppraisal and selection 

were receitciy announced use of the Department of Defense 
memeOra Se Comination provides one cmample of the use o£ 
Bo fOr administrative purposts--but the stated purpose is 

ey cOO limited in scope and visicn. It appears obvious 


the t:se of eeneral intellisence and aptitude tests should 


Correlated for every conceivable useful appraisal and 
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ection use. Tests results should be correlated with each 
Bevidual's success or failure in specific programs such as 
training, post-graduate education, performance in 
Mectalities, fitness reports, and promotion. 

Yest results could provide a means to determine the 
flidity of the selection system. Correlation of tests results 


men the results of the sclection system might assist materiaily 


id 
ep ectine and correcting weaknessess in the appraisal and 


(3) Obdijectivity and Improved Reports. it is evident by 
Mer discussion in this paper thet it is difficult to obtain 


Meeccive fitness reports which provide an adequate 












Bscrimination of measuromenc'!'. Inoroved and more objective 
Mees for use in navel officer cporaisal and selection mLent 
meeeined by use of the follovwin-c: 
me An improved rating scale which would allow for a 
Meeenite sradins; such as the scale used in the Army's 
Mecer efficicncy report, section VI 
Me Verinins the meaning of eech rated variable in the 


Sue CCOOLrt fOrm usec for the officer's cvaluation. 


eee oePecaLG evaluation sections for measuring past 
Meormence in specific duty assisoments and estimation for 


Bure potential. 


fe A More direct evaluation of “Auman Relation Skills. 
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Memeanne> im which the of uti lizgsas Gne of "Ehermese 


Meetce.. Fesources, men, is not edcquatley evaluated. 
€. Clearly defining the weight accorded to each rated 
ieble in order that reporting seniors could make evaluations 


ee Standard basis. 
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£. Assuring that each officer is provided formal education 


appraisal theory and a thorough knowledge of the "workings" 
tne officer appraisal and selection system. 


Conciusion--Tnis thesis was directed to the following 





uestion: 


Doaocs tne offi 


C sonnel appra 
ma the U.S, Navy 
ec 


ook is 

rovide an effective means of evalu- 
Peimeeara selecting those officers best qualified to 
Fill billets encompassing duties which require manage- 
ment of men, money and materials in both a national 
end znternational "technical navy" in support of the 
national purpose? 


al system employed 
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Memeo feeticcd that @he Systan is doing a creditable 


HMpiy tTniet the system is perrect. Weaknessess cxist. 
Boeeeee- 2c, «6d Il h6Uthe navy is to remain dynamic, the 


aivand selection system mist remcin dynamic. the 





ma can be improved. 
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Fig. 8.--N. Nav 443, 1924 
Report on The Fitness of Officers 
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1 A) LOYALTY (The qunitty of rendering faithful nnd willing service, and unswerving allegiance under any and all circumstances } 
(1) PERSONAL RELATIONS ( Finculty for establishing and maintnining cordial relations with nulitary and ciwilinn nssocintes ) 

{[m}) ECONOMY IN MANAGEMENT (Effective utiltzntion of men, money and matenals ) 





(7 PREFER NOT r— BE WILLING BE GLAD 


TO HAVE? TO HAVE? TO HAVE? 


Would you— a NOT OBSERVED ; 
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19. (a) Indicate your estimate of this officer’s ‘““General Value to the Service” by marking “X” in the appropriate box: 
of 

EXCELLENT 


[| 


: NOT OBSERVED UNSATISFACTORY BELOW AVERAGE *4 AVERAGE ABOVE AVERAGE 


LJ a 


‘(b) Show distribution of all Item 19. (a) markings’ awarded officers of his grade for this reporting occasion: 
a= (ee 
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) SECTION E (70 be completed by the reporting serio “ 


I CERTIFY that to the best of -my knowledge and belief all I have seen this completed report. 
entries made hereon are true and without prejudice or partiality. 
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18. Considering the possible requirements of service in war, indicate your attitude toward having this officer undcr your command. 


SECTION F (To be completed when required) 
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. , ( Check One } 


L) | HAVE NO STATEMENT TO MAKE 
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SECTION D (To be conpleted by reporting senor in pen and ink. ) Record in this space a concise appmisal of the professionnl character of the officer reported an. 


a 1 HAVE ATTACHED A STATEMENT "° 


(Srgnature of reporting senior ) ( Date } (Signnture of afficer reported on) (Dnte) 
SECTION G (70 be completed by reviewing officer ) - 
NAME OF REVIEWING OFFICER GRADE US 
DUTY ASSIGNMENT INITIALS 
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